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«OFFICE OF THE SECRETARY 


April 22, 1966 
MEMORANDUM FOR THE NRP EXECUTIVE COMMITTEE 
SUBJECT: CORONA Management 


- A problem of long standing in the NRO has been CORONA 
menagement. Although there appea>= to heave been several 


etcempts to resolve the problem of defining a set of manage- 


ment responsibilities acceptable to all parties in 1964 and 
1965, none of these were successful in arriving at an agreed- — 
wpon solution. 


Tre ‘August 11,1965 Agreement for the Reorganizetion of 


the Nationei Reconneissence Progren (1365 NRP Agreement) pro- 


none 


whe 


vidas general and specific guidslines for the management of 
XR? systems wnich constitute en evthoritative basis for dealing 
with the CORONA problems. However, the need to avoid unneces- 
sarily perturbing certain esteblished prectices and responsi- 
bilities now being exercised in the on-going CORONA program 
must elso be recognized, nade taken both these factors into 
eccount, I now wish to recommend specific assignments of manage- 
ment resvonsibility aad related program actions as described in 
this memorandun, oH 


TSE PROBLEM: 


I hava reviewed the availeble background on the CORONA - 

exent situation. There ere several perticuler problems, 
ait of waich stem from the leck of clearly established and/or 
agree" 20 manegerent responsibilities and relationships. From 
=y point of view the most serious problems ere as follows: 


1. Other than myselZ, there is no single person or NRP 
participant eccepted by e211 concerned es clearly responsible zor. 
overall system engineering, Csfinition and specifications, inte- 
gration, a master project plex, overell systen,facilities, inte- 
greted funding requirements » end or-orbit operations. 


2. Since mid-15S4, LMSC hes worked without benefit of | 
signed contracts in two azezs: (a) overall systems integration; 
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and (b) the qualification, test, and integration of en Improved | 
Stellar-Index Camera (ISIC). (The latter task is essentially 
complete; the fomer is continuing) ; 


3. The final phase of the CORONA Improvement Program has 
been extended somewhat beceuse authorizetion hes not yet been 
given to contract for all elexzents (specifically: integration 
of e modified ISIC-~called the DISIC; internal modifications to . 
the 2V; and fabrication of larger diameter cemera payload shells). 


DiS CUSSION : 


The next several paragreohs provide a brief discussion of 
tne problems cited above. , 


Taeze were, in the past, and are, at present, widely divergent 
coiaioxns on the necessity for a single CORONA Project Director in 
the field (oa the premise thet the program hes been operating 
Guite successfully for some time without anyone who was generally 
accepted as such). Im my opinion, there is a need for a project 
Girectoz in any case and this need will be increased by planned = 
actions in the CORONA progrem. 


Up until this Summer, when the first THORAD hediead longer- 
lize AGZNA combinetion is ieuened, the NRO will have been 
operating, for more then two yeers, a mature system in which only 
relative minor changes heve teken place. When the CORONA Improve-_ 
ment Progrem is completed in zid-1967, however, the system will | 
feature a mocified booster, modified AGENA, modified command 
system, new stellar-index cesere, modified main cameres, and a 
new peyloed assexbly structure. Implicit in these changes is the 
need for essigning responsibility to a single person for overall 
syste= engineering end integration es well as for definition of . 
intertece specifications. ) 


In view of the ebove, I believe it is essentiel to have a 
single Project Director in the field (with proper definition, 
of course, of his responsibilities and authority in view of the 
joint-agency nature of the CORONA Project). 


With regerd to the two unsigned LMSC contracts, this situa- 
tisa epparently evolved because of the lack of well-defined 
sechnical and manegement responsibilities. For the same reason 
share hes been an unresolved question as to whether SAFSP or CIA- 
CSP should hole the contract for the qualification testing and © 
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integration of the DISIC in the new, larger diameter payload 
eae structure his work has not yet started). 






| I underste pended Corporate funds in the amount © 
of approximetely ince July 1954 on overall system 
integration mette izication testing/integration engineer~ 






ing on the TSiC ‘st about the time this letter task was essenticlly 
complete, a cec:sion was made to use the DISIC in lieu of the <sIC) 
=8SC is awaiting uniform guicence from she government as to the 
approved contracting egency Sor the several tasks involved end as 
to the scope of the contracts. The solution to this problem will 
be stréight-forward under the management assignments which I pro- 
pose--remely, SAFSP or CIA-OSP will sign the pending contracts _ 
Sor the period from 1964 to the present date, and will, in 


accordance with essigned responsibilities, negotiate new contzacts 


(cx enead existing ones) for the work from this date forward. 


Last, with regerd to the deferral of authority to proceed on 

the rem2ining elements of the CORONA Improvement Program. These 

were not released when CORCNA Imorovement Program was originally 
@porovec. Tne deferred items were not pacing at that time aad it 
was apparently expected the then imminent new NRP Agreement would 
provide more specific guidance on the assignment of CORONA respon- 
sibilities. Recently, to precluce iurther delay, I authorized 
Cia-OSP to contract with LMSC to initiate design engineering on 
the lerger-dismeter payioed assembly structure. 


MANAGEMENT ARRANGEMENTS ; 


in developing these proposed errangenents, 2 guiding principle 
hes been thet no serious consideration would be given to any 
maaegement plan and/or refrréngemert of responsibilities which 


would unduly disrupt the on-going program. Further, to the extent. 


vossible, the solutions were to be in accord with the specifics, 
as well as the spixic ead intent, of the 1965 NRP Agreement. I. 
believe thet my proposed assigaments of responsibility and related 
méenagexent actions ere fully responsive to these criteria. 


Az present, CIA is clearly responsible to the DNRO for procur 
cent o£ the XH-4 enc SI cameras (the latter to be replaced by the 
DISIC), sche RV's, the payload assembly structure, ard the engineer- 
tng integration of these elements into a Payload imiicimiiatiaed and 
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their test, opezation end ectivities of the LMSC-AP facility, 
softwere support of the Satellite Operations Ceater before, | 
during, and efter missions, operation of the payload sub-assembly 
on-orbit, end diagnostic services. I recommend that these responsi 
bilities continue essentially unchanged, with CIA assuming 
responsibility for integration of the DISIC, and the engineering, 
fabrication, qualificetion énd ee of the larger-diameter 
payload aaa structure. 


SAFSP, on the othe ena is responsibie for the boosters, | 

the AGENA spececraft, procurement of the DISIC, overall system © 

tegrati on in preparetion for leunch, launch services, on-orbit 
command and control, and recovery of the fiim capsules. I recom- 
mend that these responsid! tities remzin essentially unchanged. 
However, if & new 2V or major modification to the present RV is 
ever undertaken (this excludes minor internal modifications to 
the present RV, peculies to the COXONA cemeras), I propose to 
essign this respon ioility to SézSe in line with the 1965 NRP 
Agreexent end to insure = standardization among all RV's 
utilized in the NRP. 


accitionally, I propose to cesignate the Director, SAFSP, as 
tha overall CORONA System Project Director (SPD). The rationale 
for this essigement is thes SASSP is the NRO element best suited 
in texms of personnel, Saciiities, oseretional resources, experienc: 
enc technical competence necessézry to uncerteke this .task. For 
exemple, under existing DOD errengements wherein the Air Force 
essigns space elements either wholly to NRO (as in the case of . 


\ fhe Space Systens Division's leunch, on-orbit command and control 


facilities and capsule recovery for -ces), the Director, SAFSP is . 
she only individual in the tielée who hes the euthority to direct 
211 elements involved in the onveretion from launch through capsule 
recovery. As SPD, the Directoz, SArS2, will be responsible to me 
for overall system engineering and integration (including master 
_ System specificetions); overail systex “aaster planning, program~ 
ming, and budgeting; preperation of the system for launch; launch | 

ectivities; mission ovezati ons; end cepsule recoveries. 


In this arrangemens, the COROXA System Project Director (SPD) 
resnonsibilities will nct include sub-system engineering, technical 
Ciractioa, or contract suoervision for the Payload Sub-Assembly; 
the CI4A will be ressonsibie to the DN3O for these functions with 
zespect to the Payloed Sub-4ssempiy. The following discussion of 
the mansgement reletionships is intended to clarify the division 
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1, The SPD es the Project Director will serve es overall 
Syste engineez hevirg the ee zes stated above. As such 
he will be resvonsible for e11 sub-system interfaces. In such 


_ matters, the Payload Sub-Assexbly Project Office is expected to 


be responsive to appropriste direction from che SPD. However, 
the SPD, in the exercise cf his interZace responsibility, will 


give special consideration to the basic environnentel requirements 


of the payread sub-assexbly 2s cstcblished in consultation with 
tre CTA. oe 7 | 


2. On the other hand, the SPD is not expected to accom- 
plish enginecring (unless essistance is sclicited) ona technical 
=écsters pertaining solely to the pzyload sub-assembly. SPD 


actions elsewnere in the system effecting interfaces with the 


Peyloac Sub-Assembiy do require the comcurrence of that Project 


Ozfica. Simiterly, any Payload Sud-2ssem>sly Project Office actions 
waich effect interZeces with other elements of the system do © 


reguire the coneurzense ci che Spb. 


3. Tne SPD is responsible fer master plenning, master 
programming, end cverall budgecing; however, he is not authorized 
TO aiter — or budget estinates of the Payload Sub-Assembly 
Project Office. Conversely, the latter is expected to program 
enc budget in eccordcence witn the mester schedules issued by the 
SPD. (Note: CrA-OSP will submit budget estimates in the normal 
maéaner direcr to the DNRO; nowaver, the SPD will also include 
epee sub-essembly schecules enc budget estimates in the System 

Project Plan for informatica purposes). 


Tre most significant erea of SAFS?/CIA-OSP relationship is 
thet verteining to interface between the sensor sub-system end 
cther system elements. I cennct exphasize too strongly the need 
for ciose daily réppert between the respective offices. Repzre- 
seatetives of both offices are exsacted to attend all meetings © 


‘ on subiects having a possibie interface impact. The SPD and 


Peyiced Sub-Assexsly Project Orcice ére expected to have free and 


stil eccess to é1: information end cate pextaining to the systex. 


Tais insiudes, @s eppronriete, access to contractor plents, 
er Starts end test facilities. However, supervision end 
technical Cirection of che contractor's activities will be solely 
Sy CzA-CS? for all elezents of the Payiced Sub-Assembly and by 
SAZS° for Ciae= systez elements. If either SAFSP or CIA-OSP infez=s_ 
a aia saterfece action perteining to any action of the other, 





ry a ~ ." 
. e # * 
ee s 
o amey © 


. 
ae e 


oar | HENDLE Vis 
a eee & SORT AOL $s‘ a dma Uy e ry 


* 
» %* @ “3! aes ‘wt Base o 


s _ . Rao: 


ate 7 , : To e Mie. St : €). ao Creare ate 


he is expected to so advise the other without delay. Whena | 
possible problem of this nature is reised, it is to be resolved 
without delay (if resolution in the field is not possible, the 


matter will be brought < so the extention of the DNRO for decision). 


The SPD will operate a CORONA Overations Commend Post at the 
Satellite Test Center, Sunnyvale, continuously during a mission. 
The Payload Sub-Assembly Project Office will station appropriate 
Project OfSice and contractor representetives there as well as at 
the LMSC-AP facility during missions. The Satellite Operations 
Center in the Pentagon wilt Geel principally and directly with 
the CORONA Command Post end the LxSC-4P facility, es appropriate, 
duzing € ‘mission. 


The S°D is the finel field authority during 2a mission opera- 
tion from launch through recovary. The SPD is expected, in normal. 
situations, to assign responsibility to the senior Payload Sub-— 
assembly Project Oirice representative on matters of payload sub- 
essexbly readiness, on-orbit operation, analysis of technical _ 
Cifficulties, etc. The seniot Payload Sub-Asserbly Project Office 
reoresentative, in turn, will provide Payload Sub-Assembly status 
reporting on an egreed-on regular basis or upon request of the | 
SPD. However, when there are differences of opinion in the cese 
of technical difficulties, and when in the judgment of the SPD 
that mission feilure mey be imminent, the operational decisions of 
the SSD shali alweys be overricing end final. 


Both the SPD and Peyload Sub-Assenbly Project Office go be 
suthorized to grant CORONA cleezances to properly clearab gons 
under their jurisdiction, in accordance with established\ ne 
security policies. The SPD end PS-APO shall honor, without 
cuestion, a need-to-know cetermination on the part of the other. 
Each shall keep the ocher ecvisec on a continuing basis of current 
predere access lists. 


The SPD will utilize the services of Aerospace haieeniation 
in 2 generel systems engineering role. Aerospace Corporation 


employees supporting the SPO shail have free access to information 


end deta at the payload sub-assembly contractor(s), but shall . 
exercise no technical intlvence or judgments over matters internal . 


- to the Payload Sub-Assembly, end shell not be charged by the SPD 


with advising hin on such matters. 
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Zi sn sure there will be koncst ciifzerences of opinion in interpre- 
t2sion G5 mancgezent responsibilities, whethar or not a proples 
reéily uss inteztece implications, etc. Waen svcch imstences arise 
end cannot be settled in che ficid, the metter will be called to 
my ectantion and sromtiy resolves. | | 


S3spive good intentions on tas pert of bothn SAFSP acd CIA-CSP, 
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wilt tanxne the foilowing ecticns: 
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Hmest YOUT COoncusrencé, 


» a285U6 Suitcola menccerent Girectives to Sa™SP end 


% 
Cis im éccord wita the prececing sections of ciis mamozencuz. 


2. Dixact Cli ts sign vhe ISEC integretion contrect with 
HU fron inception throusa cempictien so that LMSC mey bill the 
GOVerament for services alrsadcy sccocrslished. 

3. Dizcost Cis ss nazstiase & mew contreect (cr emend en 
GxiSiing ons, wita DSO ler cusitiiection casting end integration 
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S. cnvsest S25S> co negoricve € new contract sith LMSC 


BOs SYStan. WnreGsesica reliesting che assignments c= reevonsibility 
SSsscised Rersin (cus prosesse work statement will be csordineted 
Wosn Cla Enc Saptoved Sy =a exiot to contrect axecutlcz7).. 


7. Authorize Cli cs nezotiese new contracts (or emend 
SLLScIng Ones, Loz work on che zemeining elements of the CORONA 
s=provenens Progzen. | eee | 
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